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UNITED STATES GOVERNMENT '

Memorandum

TO. -1 _ Darz; 318 March 1964

FROM ¢

‘suBjECT:  Fitusss Reports

1’ha:mt really been delaying anmring IWM een out of
town. ﬁ:ls is a formidable problem you have tackled, however, &nd I w !
be above eveding it. Iamsmlhamtanysohrbiom,mxdohmm
ideas which I am glad to pass along. In ansver to your fivet question, "Ie it
likely that the Army Officer Efficiency Report with 1its Yexpected distridution
of 100 officers rated' formula is likely to be any mores meeningful than our
fitness reports”, I don't know. I know that on its cne. form the Army tries to
increase variability of ratings between pecple dy wae of this Xi _oftisers
formla. -On another form they try to incresse variability in ratings on one
individual by exhortations to avoild the “halo effect". Similar formilas snd
admonitions could be made an integral part of thes instructions on any. Mns
sheets Whether or not they would be effeetive comld probably de detm od best
by looking at the Army results. I don't have the data, but assums. we san Lind
out what sort of distribution the ratings follow on officers' efficiensy reports.
But even here I am not sure that the proof of the pwiding would be in the eating.
What worked for the Army might not work for us. I suspest that Army officers have:
more in common than Agensy employees, and that it is easier for an Army rater tc
compare any ons ratee with alsrgesmnpotathorpwph-,AmJorpmblnin
fitneas report ratings is defining a reference grouy. ror FXEN
an ALE psyshologist might do it quite differently depe :
rating the'individual against an ideal standard,: sgain oﬂicrpsycholochts
sgainst other suppart people, or against othar w'v_cuplbmi ' the
A forced distribution of ratings among individuals worki’ best ek »
person rating many others in the same jobs. Inth!ﬁ.u mem:mistongredmg
by the curve or on a fixed percentage of pecple at eash ¥ating.” If a person is
only rating a fev others, it is easy for him to ratinnanzc that t.hey are all
mp-m‘bah paogle, and in fact, they may be.

2. ‘1 4o knov that the service mthputdumthmmhbetur luck
with their fitness reports than we do. About ten years ago I was involved in «
large scile psychological stwdy of Air Force offisers. Hundreds of thousands of
dollars and mich valusble time of Air Forecé offiecérs and’ ps;rcko ogists was spent
amassing a plethora of data intended to be combined to predict otﬁcer effective-

" oess. Kot one trait was unrated nor one trauma unanalyzed, but ‘the entire study

nearly foundered on the shoals of attemuated eriteria; 311 aot the same ratings
on thelr efficiensy reports. The data oould not yosnd 1y b Lo,

bal performance in siich circwmstances: lmdkily somé Fhins Was dalvaged beca
souaone ked had the foresight to obtain nxperinantal, cmﬁdent:hl ratings un-
mla.tedto the OER‘s. I frankly doubt that wmwmh.
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3. On your second point, basieally I taink I am pgainst minor changes in
Tiiness reports exsept for more effective instructiond. ~ The fitness report
represents a chronologissl history of the individual's pérforma '
i the form make for problems of confusion vhsn a réviewer is attempting
stuly a persannel file. It may be completely unfessidle, but it seems to ma
worthvhile at least to consider the possibility of B % 1y redieal change. ¥

4

“T the purposss of the Titoess repert is tc proWide a frank opinion of ihn

- =ividual'e performance ror the pwisonnel file, 1t fafl
-l any close to it, I suspect, will provide mainly & partisial information
“iich do€s not differentiste Wtwseh pedple nor eBoUREeR: frarX discussfon. A-
‘ong as’ dsyetem requires that ilie individual be ehowh -hig fitness report, o
superTicial product will be the résult. Anyone vhid Has €Ver sat on a review
ranel kuows there is more meaningful data which 1s usually presented orally v
~ ‘ormally. It may be that the inverest of the Agency could de served by ii-
rporating some of this into a porticn of the fitness report not shown the
ladividuel. It may also be that this smacks 0o maeh of emthoritarianism.
Ferhaps the fitnsss report has more value as a motivading device and as a focu:
T¢ conversation between superviesor and supervisee than &s a valild rating instr -
wte  Although 1 am pessimistic about results. I am greatly in favor of a >+~
the system. If we can help by Teviewl:ig what is béing done elsevhare aal -
Wireyul@ persounsi research, picase ask.

o The pressnt syester
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